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18 May 1971
- MEMORAWDUM FOR: Director, Nationsl Fstimates
SURJECT: . Production of Military Estimates

1. As we all know, NIE's 11-8-70 and 11371 have heen well
recelved by consumers at the highest levels of the Government, and
I am glad that our military estimates now appear to be on the rdght
track. No doubt they can be further improved as we become mors age .
customed to the new and extended Tformat, and as we receive Suge -
-gostions and recamendations from our readers. o

2, Produetlon of these estimates was inordinately delayed,
owing in part to the mch greater length and detail in which the
material was set forth. But there appear also to have been problems
arising out of the procedures, admittedly experimental, which I oute
lined to you last year for producing these papers. I want, theree . _
fore, to modify and clarify my earlier memorandum so as to insure that
the estimates are produced more expeditiocualy. : _

~ 3. -The Board of Wational Estimates, and specifically the Board -
member designated as Chalrman of the paper, remaln responsible for
the content and structure of the estimate as a whole. An Agency
task force, headed by = senior substantive analyst from the DO/T or -
‘DD/S&T and with nembership from the substantive offices of the :
DD/, DD/SXT and the ONE Staff, will support the ENE Chairman and be
directly responsible to him. Nembers of the task force will alsc be
responsible for keeping ths DD/T snd DD/S&T informed of the progress
of the estimate and any potentially significant problems,

L. The first stage in production of the estimate will be
meetings among the BNE, the Agency task fores, and Community reprew
sentatives to discuss and agres on the main iassues to be addressed,
the scope of their treatment, and a working outline in as mmch detail
. 88 may be feasible. The BME Chairman will then task the various
partleipants for imputs -— in the form of contributions, draft
sectlons of text or amnexes, statements of potentially ddvergent
- positions -- with a view to insuring that the specilal competencs of

each 1s fully utilized. '
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| TR | LTy
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© 5. Working in close consultation with the Board Chalrman, .
the head of the task force will direct the preparation of an-
imitial draft. Inputs frem the participating USIB agencles and
cemmlitees should be used, when feasible, as the basiz for sectlons
of this draft; it should also incorporate divergent views on major
issuss. The imdtial draft will be reviewed and revised by BNE to
insure that a coherent, integrated, and balanced working draft is

sent to USIB agencies for coordination in the customary manrer.

6. Obviously we must produce thess estimates on the schedule
to which we commid ourselves and on which consumers rely. I wish, -
therefors, that all concernsd should give to thelr preparatian ths
highest priority, subject only to clearly wer:’iding demamm of

wcri: ou other pro,jacts of great urgency.

Tripe=) Tebepd 928

Rlichard Helnms
Director

~—

l"‘)(’ L‘J L’i,‘l:
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EYORANDOM FOR: Liewtenant General D. V. Bemnett, U3A, Mrecter
‘ Defernse Intalligence Agency

SURJRELT: Productica of ¥atlonal Intelligence Eatimates oﬁ
Soviet Forces {5-1087/08) '

1. T have studled carsfully youwr memorundum to e of & April
 concerning produstion of NIE's on Soviet forces. I% iz obvious that
changes in the scope and content of these papers mads last year gave
rise to problema which we =ust now sort out. In particular, the ds~
lays which caused inconvenience in Dafense must not recur.

2. T take i% to be established thab estimales on thess subjecta
must now contain extended statements of evidence and snelysis sup-
porting key judgments, and that diffarences of visw must be fully —-
explained, not merely asserted. The Presidentts letter to me of

' 8 Mareh warmly commended these inncvations and mast be taken as
guidance for car future work.

3. Other users, as you indlcate, may not nwed such a detalled
presentation. For them, we should cortimue to provide extandsd con-
clusions and swanary tables. Also, now thab we have ccmprshensively
covered the subject in the last round, it will be possible to trzosfer
some material from the main text 1o annexas, and perhaps to omli sowme.
In futurs, ths main text should be constructed around the several key
estimative issuea, with purely cescriptive or historical matter, so far
as 1% 1s still needed, being removed to armexes.

L. I do not faver your suggestion for publishing a separate
quartsrly seriss on what you call Yhasic intelligenne « « o thal does
nok relate directly to key issues. « . ¥ A distinction bebtween what i3
thasis® and whas i3 not seems to we artificlal in the case of these
estimates, especlally since we ars now required to provide larze
amounta of detall. Users have oflen told us, mOTesver, that they
rreatly value having 21l relsvant information in a single decument.

Tn addision, I do not wish %o zsa a further proiiferation of puolica~
rions walch, apart from being undesirabls in itself, would be wastaful
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of our production rescurces at a time when we are under injunetion to
use them more efficiemtly. : '

5+ 43 to precedures, I consider it essenidal that responsibility
for orgardxing and guiding owr common effort in the vroduction of
VIZ's remaln centered in the Office of Hational Estimates. This system,
which has proved 1tself over more than two decrdes, beat insures thak
the rescurces and sreeial canpetence of all participating agerclies will
bs fully and fairly ntilized.

- b, Therefore, I intend that the Poard of Hational BEstinztes row
maln responsible as before for preparing the Comemnliyts working drafts
&3 w8ll as for effscting their coordination. The Board will task
rarticipating ageneies fopr Inputs in the fomm of contrimiions, drafs
seedlona of text or annexes, and statements of potentially divergent

"positions. (Clearly, for thess estimatesw "eontributiors™ which are in

effect whols drafts are unsulled and wasteful.) OHE will insure thad

- ihe inputs of all agencies are used to achieve a coherent, Integrated,

7. Parbisularly in view of your desizs to ses MIZ's 11~3 and 13-8
appear even earlier this ysar, a matter I understand we will be discugaing

- shortly when USIB takes up the eatimative prograa, I consider the prow
cedures outlined above sssential io accomplish our common task, -

=
FERTY Wit Pring =
Richard Halms -
Mrector

- ONE

RHelms/ecd =~ 18/5/71
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